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Purpose

1. The magnitude, somplexity, and national significance of the
aperations of the Central Intelligence Agenoy emphasise the imporiancs
of management skills for esch individual in the Agency who has supervisory
responsibility for the performance of others.

2, This statement of management policy is issued io insure ecommon
understanding of the common management objestives of all supervisors,
and to promote united astlion toward a commen goals to make CIA the
best managed agency in Government.

3. The meanagement policy set forth in this gtatement shall apply

to all personnel of the Central Intellizense Lgency with the exception
of those direstly engaged in elandestine field operations.

Definition of ﬁhg Problem

1, Mansgement is the process of getting work done through peoples
In a very practical sense, management is the development of people. The
key to effective management, therefore, is gkill in human velations.

2, The functions of managemaent may be aconsidered to bs: organising,
planning, directing, socrdinating, and eontrolliling.

3, In CIA, a supervieor is anyone wha supervises anyone else,-
from the level of Unit Chief to DCI, Supervision is the applisation of
the theory, principles, and techniques derived from the whole field of
wanagement that apply to leader-follower relatlonshipa in getting work
done,~ especially to the workdng relations between the individual in
gharge of an organizational compenent and his immediate subordinates,

L. FBaoh person seleated for the Central Intelligence Agency 18
reoruited primarily because of his actual or potential competence in a
specialized fleld; however, as soon as he becomes responeible for the
work of other people, he assumes management functions.

5, In CIA today there are many supervisers who have had no
previgus supsrvisory experlence of any consaquencto.

6, In CIA, as in any other forelgn affalrs agency, there is &
strong tendency for supervisors with substantive interests end respon-
sibilities to neglesct their management functionsj such neglect leads
inevitably to the disintegratlon of an organisation,
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7o There is slso a tendency in CIA to confuse dynamie¢ persemal
leadership with skill as a supervisor, The quality of ileadership is
indispenssble faor effective management, but in addition to being a lezder,
& supervisor must be able to develop hiz peaple as an efficient team,
g¢losely integrated by sach individual's sense of participation in the
progress of the group. & sueogessful supervisor gets the work done through
pecple and in the process builds an organization to which eventually he
will no lenger be indispensable,

8, 1In an erganizstion with the extraordinary requirements of CIA,
it is only as sach supervisor assumes gonsiderable initiative and respon-
#ibility for constantly improving the management prevess that we ¢an hope
to ashieve the intelligence sbjectives of the Agency,

Responsibilities

1s The Deputy Direstor of Central Intelligence shall be responsible
for the exmoutlion of management policy throughout the Agency.

2, Eaoh Deputy Director, (Administration), (Intelligence), (Plans),
shall be responsible for insuring that active programs to lmprove the
quality of management are developed and garried on in the Offices under
hie supervision.

3. Each Assistant Director, or equivalent Office Head, shall be
directly responsible for the quality of supervision in his Office.
Although he will normally delegats responsibilities, as appropriate, down
the chain of command to divislon chiefs, branch chiefs, sectlon ohlefs,
¢t0., 1t will be his personal responsibility to establish management
practices in his Office conscnant with this policey statement, He has
available the service resourdes of the Organization and Methods Service,
the Personnel Office, and the Offige of Tralning to assist him in achieving
his management objectives, It is sspecially important that esch Assistant
Direstor demonstrate through his own leadershlp the sound management
prineiples that he wishes to be aspplisd throughout his Office. The
Agsigtant Directors of CIA, or equivalent Office Heads, are recognized to
be the key officials in improving the quality of supervision throughout
the Agencys

ngﬁicg Objectives

The practiecal objectives for management in CIA shall be:
1., Organization siructure funetionmal to purposa.

2, Fixed responsibility for ultimate results, but the maximum
poseible delegation of responsiblility.
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The delegation of suthority cosmmensurate with responsibility.

Fixed responsibility for deoision, and deoisions that are made
prompily.

Recagnition of the interdependence of operational goals and the
management teshnlgues reguired to achieve then.

Spans of control that have been determined to be reasonable for
pupervisors in termes of: {(a) mumber of people supervised, {(b)
distance of the supervisor from the actusl operations, and (c)
elapsed time required for en operaticn.

Communication dewn, up, and across, restricted only by the
legitimate requirements of securiiy and the simple principles of
sound discipline in a eivilian organization.

Clear understanding by each individual of his mission,.

The partioipation of each individual in the Agency in a reguler
staff meeting appropriate to his level of responaibility.

The participation of each supervisor in the selection of his staff.

The preparation of the annual budget fer his component by each
gupervisar, to the lowest possible achelon.

Clear understanding of snd respect for the difference beitween line
and staff funetions.

Recognitien that the development of people is the key to productivity.

The active promotion of each person's grgwth and develspment in
competence relevant to his mission, ‘

Supervisors who teke the time te know and teo consult with
the members of their staffs,

Courage on the part of each supervisor to assess and to make ¢lear
to his superlers the realistic capabllities of his component,

Supservizers who assume responsibility for getting the right man
in the right job and who cooperats fully in Agency-wide efforts
to sohieve the satisfactery ecoupational adjusiment of each
member of CIA,

Supervisers who maintain adequate lialaon with other components
of the Agency with whioch their staffs have working relationships.

s ‘ i < &w )

FECHE R

Approved For Releasé 200470105 : CIA-RDP55-00110A000100070011-6




s et 2 A e e <

Approved For Release-200448

SECURITY ANFOI
STATEMENT OF MANACEMENT POLICY FOR SUPERVISORS IR CIA  FIRST DRAFT Page L.

WW”W

g -ﬂDP’SSTM 10A000100070011-6
MATION

| ffective
! {sors who fully understand the significance of e
1 mﬁaﬁens in m{nagment and are constantly endeavoring
1o improve their own skills in working with people.

20, Ceordination that 1s expressed in the spirit and practlces
of gemuine teamworke

' ' Central Intelligence
The sooperation of svery individual in the
Ageney with mpagﬁsory responsibllity is requested in carrying gat this
statement of management policy. :

ALLEN W, DULLES
Director

JBW
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POINTS THAT MAY BE INCLUDED IN & STATEMENT TO A STAFF MERTING

1, The need for improving the quality of supervision in CIA has
begeme increasingly evident as the Agency has shaken dewn in its organi-
zatien and personnel.

2, I have requested the Director of Training to expand throughout
the Agensy & program of basic supervisory training, the Human Resourses
Program, that has been conducted during the past year with approximately
five hundred supervisors, from the level of AD %o Unit Chief, in eight
mejor samponents of CIA,

3, Since it is desirabls to demonstrate the support and under-
standing of this training program by members of the Agency with tep
management respensibilities, I am requesting all Deputy Dlrectors,
Assistant Directors, Deputy Assistent Directors, and equivalent staff,
who have not participated in this L % hour program, to enrclli as soon
as possible in one of the courses thal are now being soheduled espesially
for the top management group of the Agency., The program ig, of course,
adapted to the operating level of each group of supervisers, but a
general outline ef the L 3 hour program is presented for your information.
Your participation in this program is desired more as & planner than as
s student, It is going te require the best thinking in the Agency to
bring the standards of management up to the levels required by our missien.
Although training is recognlzed to be only one means for improving the man~
sgement skills of supervisars, your suggestions, as you participate in
this eourse, will be greatly valued, {Attached are coples of a two page
outline deseription of the Human Resources Programs, )

he Mrol | Chief of the Management Training Divislon,
will condust the first top level session beginning on 1 December on the
#31lowing schedule. I should like to have as many as twenty members of
the DD, AD, Deputy AD, snd equivalent staffs sign up for this first course.
Additional courses will be scheduled and announced after the first of the
new year, The program will continue from here an down throughout the
Ageney until every superviser in CIA has participated in it.

Firsy Course of the Human Resourses Program for Tep Management Personnel

Tuesday 1 December 2130 Group Meeting #1

Wednesday 2 December individual eonferences with members of the group,
Thursdasy 3 December scheduled at the first meeting.

Monday 7 Decembar 2130 Group Mesting #2

Tussday 0§ Detember 2130 Group Meeting #3

Thursdsy 10 December 2:30 Group Meating #hL

JBW

19 Nev 53




